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MEMORANDUM FOR:  Deputy Direoter (Support)
8UBJECT ¢ Inspector Oenersl's Survey of ID/S
REFERENCE 1 Excerpts from Survey (DD/E-56-2667/C)

1. ~We are in complete agreement with the comsents of ihe IC (III.B.6.
Page 20) regarding the functions of the Persomnel Offlcer assigmed Lo the
SSA-ID/8, and believe that progress has besn mmde in this directien. The IC
bas identified cue of the reasons {comvenlence of physical proximity) why the
B8A representstives tend to perform relatively routine tesks which could be
done by elememts of their parent organizatious. Ancther resson, we believe, is
the humen element of hesitancy to refer relatively routine tasks to the parent
Grr?azmim vwhen such tasks have been given the SSA yepresentatives by eenior
ID/P eofficinls who have a specisl interest in & partidular cese. We hnve
discussed this matter with both the pact and present Personnel representatives
of B8A-ID/B and have camplete understanding as to the menner in which Lhe Job
should be performed. Our views are in accord with those expressed by the IG.

2. We are substantially in agreement with the IG's comments {II1.B.9.
Page 31) regarding cumbersome practices and procedures which Limit ability to
get things done quickly and with e mintenm or “red tape.” We believe that
relatively imclated "flep" or serious problem cases, which heve caused diffi-
culty and embarrassoent in setllammut, have created a lendency to devise Tei-
lations, procedures, and reports which, to the greatest possible degree, will
prevent the recurrence of a similar problem. We also believe there is & tenden-
¢y to provide for every contingency in drafting field regalaticne, procedures .
and reporte. This latter effart seems to contribute to the delay in getting
regulatory seterial to the field stations which, in thw form of policy, basic
rules, and guidance, would permit expeditious action in the field and would
greatly reduce the number of time comsuming and expensive Individuasl cases sub-
mitted to Headquerters for decision. We believe that complaints of field
staticns regarding regulstions and procedures which cause diffieulty because of
excessive work burden, or complexity of detail, have been popularly misconstrued
83 a aceplaint against all regulaticns. In practice, the problems of field
stationz are grestly reduced by having at hend the basic regulations and pro-
cedures vhich tell them what they can do. With such bssic material ot hand. the
proper exerceise of administretive judgment will take cere of the peculiarities
of inftividual cases. We strongly recommend the reviev and reviaion of
ragulstory material which ummecesserily rectricts expeditious sction. At the
same time, wve strongly recommend regulations spd procedures which are adeguate
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to peralt conclusive action ot clarics) apd other lov argenissticnal lsvels with-
mwmmm@mﬁwwﬂwm

of & large volume of the work at those levels. Issdequete regalatiens sud
precsdures Lend o megste the effurte of “werking level® wplayess, overdurden
mrs ssuior emplayess with the hendling of individusl problem cases to the
mnm,m,mumwm,mmmmmm
W‘WL We are sware that tiw DD/8 has te¥ee sctice to improve
participete in this endesyor. ’ glad to

. 3. Other oments regarding Perscnoel cootained in the excerpts from the
1G's Brvey are rather broed in their indfctswat of Perscsnel for gensrsl in-
M@mﬁtmﬁt%m. Thewe comments, iz the order pressuiad
in the stomrpts, are:

s LD {Fese 2)

“the 70/8 is meking significent pregress in providing o unified
mmwmwmw Some support unita, such as
Commaniostions, think and act & crganic support elemsats of [0/P snd sre
5 aoasplied; othars are meking progress; and still others, notebly
Persoanel and Logistics, leeve room for improvewent."

, "The volume and charmater of complaints divected at toe Office
of Farscuoel sxre imgressive. Key ID/P officials have implied clearly
that she OFfies of Persontel {s seither oquipped nar gualifisd to be the
personnel offies for the Clanfestine Services. Fepented compiaints ere
voleed within ID/S sbout the ifficulty of rotsting persosnel even for
traiaing purposes. The 23 April 1956 Imspsotor Ceneral Survey of CR
m ot the lsequities and shortsighteldness of srecrulting pracilces
ia the DO/I.”

aod oriented thet they decome in fect the organic sppor: slements of the
mw/r. fome D0/8 eomponants, netebly Comumications, heve achieved this
status abd sre 50 accepied 3y TU/P. Okbars such es Security, Training,
mm,mwmm Btill others such as
logistics and Persscnsl beve much %0 scooumplish.™.
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“In short, it is felt thet the ‘confedevetion' concept should
only exterd to those DD/S units which demonstrate consistently supericr
ssconplishment. With respect to less efficient areas, notebly Perscunel
and Logistics, the DD/8 should exercise stronger commend and fix stendards
of performatice from the top dowm.” ’

k. e have been painfully mware of siverse opinicns regarding Personmel
from previcus IG reperts, unfavoreble coamsents, the ancuymous memo on "Alde to
Persounel Marmgemeut™ introduced through the Career Council, etc. Some of the
eriticiem 1s umdoubtedly properly addressed exclusively to the Office of Person-
Bel. We are sarmwstly endeavoring to correct known deficiencies and delieve
our wployees will not be foum® lacking in attitude and willingmess te serve
the ID/P. In other aress, such as recrultment and classification, the success
of our programs is necessarily shared with the cpermting ts. Ian still
other sreas, such ss assigment sod rotation, all authority (except for review
of gulifications, availsbility of establisbed position, ete.) for such action
now rests with the Heede of Caveer Bervices sod the chain of commend of the
Deputy Directors. Representatives of the Office of Perscanel can, sand do, help
effect sselgnments by locating employees with the desived gualifications for
vacsucies, finding sultable jobs for employses requirimg reassigmment, etc.,
but their efforts are to no mvaeil unless there is sction by the Career Service
or the chain of command.

5. In Offices such as Cosmmunicaticns, Personnel end Comptroller there is
B0 ususual problem with {nternsl rotation and reassigmment cinse the Hesd of
the Career Service is eleo in cosmand of the unit. In the absence of a murplus
of employees there is uo excuse for “walking the halls" by casuals. However,
there is ne provislon for the reessignment of an employee detween those offices
except by agresment of esch office hesd or by &irection of the ID/S. Under-
standebly, office beads do not wish to release good erployees uho are neeled by
the office, altbough. in the opinicn of others, the employee is vesded else-
vhere. Alsc, understandsbly, office heads do not wish to acocept employees
from other offices where their performance is guestiomed.

6. The ID/P organization hae & much more cosplex situation with regard
to rotaticn and assigmment becguse of itas size and because the employees utiligzed
by the Aree Divisiont are pembers of various Career Services. There is also an
unsvoidable imbalasce of field and hesdguarters eamployees in some Divisions
vihich requires s great deml more rotation acroes command lines than is DECESBETY
in other Agency compounents. Ths commsnd and otaff relatiomships in the ID/P
would indicate that sasignments and rotaticn, other thao sgresuent of the
loging and gaining components, must be dirested by the IB/P or his designee
scting in a commmnd positicn. It is believed the precent I0/P Cavesr Service
sdministretive structure is suited for such action. Each Ares Division hes its
owmn pereontel staff, responsible %0 the Division Chief, to sssist in the person-
nel manngement of the Division and its field stations. These Division persoouel
staffs share responsidbility with the Career Menagemeut Cfficers of the Semior
Staffs of the DD/P snd the several Career Servies pepels for rotation snd
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reassignment between the Area Divisione and fenior Staffs of DD/P. The DD/P
recently reorganized its Career Ssrvice alministrative structure in a menner
which, it is believed. will expedite persomnel actions.

7. Ve believe the DD/P has dcove, snd is doing. & good Job of menmgement
of its perscunel, and wvhile the Office of Persomnel does not act in an suthori-
tative position with regerd t¢ rotation and reassignment; a major portiom of our
offort is dlrected toward assimtance to ID/P Career Services and officiels who
are in suthority. We believe the career mancgement in DD/P, the advancement and
develapment of its employees, and the career opportunities which are svailable
have greatly comtributed to the good morsle of its employees and the success of
its cperatisns. With this in mind we sre somevhet surprised at the IG's state-
pent that Xey DD/P officisls have implied clearly that the Office of Personnel
is neither eguipped nor gualified to be the perscanel office for the Clsndestine
Bervices. However, we believe thig statemeut may offer a valusble clue as to the
nature of complaints regarding Persomnel. In the context of other statements we
believe the statement referred to shove must include functions of retation and
reassigrment. If this is 50, we believe there should be & review of the dele-
gated fumctions and suthorities, and the responsibllities, of the various
elepents concerned vith persomnel administratioca.

3. fThe Persounel esployees assigned exclusively to servicing the DD/P
have been especially chosen for their attitude, interest, and demonstrated or
potential ability. We are mot suare of a carplaint sgeinst any of thie growp
by DD/P officials. We are aware that supervisors' requests (oot omly in DD/P)
for upgrading positions vhich cannot be accommodeted under Agency standards
frequently result io dissstisfaction. However, we do not belleve thet respon-
sible officials of the ID/P weuld went, or permit, us to teke the esasy and
temporarily egreeable way of granting each reguest, to the ultimste ruimetion
aof the Organisstion, Just to aveid coriticimm. '

9. It i5 not our intemt to disclaim shortcomings or errurs. On the
CORtrary, we are svere of meny areas vhere irprovement is needed and where action
hes been taken to effect fmprovements. It would be most helpful if other prob-
lem areas eould be identified (including those where there mey be misunder-
standing regarding authority anéd responsidility) in order that appropriate action
can be taken. We believe this might be accorplished by informel discussion with
the Iaspector Genmeral and DD/P.

10. It is suggested that the ID/B arrange an informal discussion with =
representative of the Inspector Gemeral, the ID/P, snd the Office of Personnel
for the purpose of 1dsmtifying the aress and the mature of the shortcomings vhizh
lead to the all inclusive indictment coutained in the IG's report. It is em-
phasized that it is not our purpose at such s meeting to refute or defend. we
bope to identify shortcominge snd inftiate corrective action.
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Digtribution: Acting Director of Persomnel
Q&1 - Addressee ~

1 - OD/Pers

Chrono ,
1 -AsRfeysd BopRaigage 2001/08/0A4 QA 0-01826R001100030014-6




